N ew books and articles on leadership appear almost daily. The emphasis on effective leadership is commendable, but we must never underestimate the criticality of effective management, for leadership without management is vision without fulfillment.
Leaders may set the direction, but managers get the job done. They do it by managing people and managing processes, which includes everything that happens between the start and end points and all activities performed by all persons involved in those processes.
First-level and mid-level officers, noncommissioned officers, and civilian managers, as well as senior officers and top civilian personnel-all face the dual task of managing people and managing processes. If you are or aspire to be a manager, read on: This article includes seven ways to help you perform that role more effectively.
Demonstrate a Desire to Serve
Federal service-both military and civilianattracts those who want to serve. The desire to serve causes these people to seek and accept managerial opportunities. As personnel are promoted to levels of higher responsibility, they must retain this desire; not only is it the right thing to do, it also is effective. It engenders trust, satisfaction, and productivity from subordinates. Simply stated, people accomplish more with managers who demonstrate a desire to serve.
But it takes more than just wanting to be an effective servant-manager to be one. Those who desire to serve must attend to their own character (who they are) and competence (what they can do). Managers with a true desire to serve will work at developing their skills to do the job; but they also will demonstrate the moral, ethical, and spiritual values necessary to manage effectively.
Eliminate Process Interference Factors
A process interference factor is anything that stands in the way of performing the process or completing the task. Process performance problems are often "rooted in management's failure to provide the complete spectrum of resources-namely, time, tools, guidance, policies, and facilities."
1 When a manager discovers a process interference problem, his or her first action should be to supply required resources.
If a manager asks subordinates to complete a one-hour task in 10 minutes, they may have the willingness, skills, and tools to do the task; but they will fail. They will experience process interference because there simply is not enough time to complete the task. If subordinates do not receive adequate training, have the tools necessary to do the job, receive proper guidance, understand the policies, or have the required facilities, they likely will fail-not through their own fault, but because they experience process interference. Managers should not expect their subordinates-no matter how good they are-to be able to succeed without appropriate and necessary resources. Effective managers monitor the process so they can remedy anything that interferes with its completion.
Continually Improve the Process
Successful managers not only eliminate process interference factors, they search for better ways of doing things. They are not content to simply fight fires and manage crises; they improve the process by implementing productive change. Finally, people need to understand their part in implementing change and how they will fit into the organization after change occurs. This last point is important because those people who help implement change and know their role after the change more likely will be supportive of the change and work to make it happen. 
Break down barriers to understanding.
Three communication problems pose barriers to understanding:
• Not sharing the same meaning for words. A person says, "I will be there in 5 minutes." To him, 5 minutes means "soon-perhaps anytime in the next 15 minutes or so." To you, 5 minutes means "300 seconds, and not 1 second more."
• Misinterpretation of actions. When someone's cell phone rings softly and the person leaves the meeting to answer it, others might interpret his behavior as rude or inappropriate when in fact he has been expecting to hear news concerning his brother, who is having open heart surgery that day.
• Misunderstanding vocal cues. Listening critically is necessary for managers who must make important decisions and lead others in making decisions that affect the people and the group processes. Managers must know their own strengths and weaknesses as critical listeners, and they also need to understand any biases that may affect their judgment. Finally, managers always must consider the source of the information-for information is no better than its source.
Listening for information is so critical that managers always must be spring-loaded and ready to listen. Many factors affect how well we do or don't hear: our emotional or physical health, environmental factors such as room temperature or outside noise, or stress factors such as weariness or things weighing on our mind. Skilled managers work hard to offset or minimize such factors. They also listen for ideas, not just facts. Concentration exclusively on the facts can cause listeners to miss main ideas. Facts may be interesting in their own right, but the reason facts are given usually is to develop a generalization or support an idea.
Be an Encourager
Competent managers realize the importance of encouragement. People flourish and processes are performed better when managers encourage their subordinates.
Put courage into people by telling them you appreciate them. An author admiring photographs taken by a professional photographer commented, "You must have a great camera," to which the photographer replied, "You must have a great typewriter." The author was no doubt trying to encourage the photographer, but his choice of words was not encouraging.
The prefix en means in. We literally put courage in others when we encourage them. We take courage away when we discourage them. Encouraged people have the courage to work hard, try new things, and persevere even in tough situations.
Create good performance through praise.
First, don't save feedback for the annual appraisal; give immediate praise. Second, be specific; just saying "good job" is nice, but not so helpful as telling why you thought someone did a good job. Third, tell people how their action was appropriate and helped the organization and the other people who work there. Finally, encourage them to keep up the good work. Do these things and subordinates will work at letting you catch them doing things right.
Share credit; take blame. This advice is
axiomatic, yet under-practiced. Managers who follow it will win the admiration and respect of both superiors and subordinates. The great football coach Bear Bryant said, "If anything goes bad, I did it. If anything goes semi-good, then we did it. If anything goes real good, then you did it." By sharing credit, effective managers demonstrate they have built a strong team; by taking blame, they communicate their willingness to accept the responsibilities of being a manager.
Realize that doing the seven things discussed in this article encourages your subordinates. People are encouraged when they know they are working for a manager who demonstrates a desire to serve the best interests of the organization and its people, works hard to eliminate process interference, seeks to continually improve the process, makes an effort to know them as individuals, communicates effectively, listens to understand, and encourages others.
Whether you are a manager with a hundred or more people reporting to you or a project manager with a team of three people, follow these seven guidelines and, in time, you will be managing more people and processes. And you will be doing an excellent job! 
